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PART  SEVEN 

SALES  OFFICE  MANAGEMENT 


WATCHING  COSTS,  LEAKS  AND  EXPENSES 

THE  Sales  Manager  is  the  efficiency  engineer  of  the  sales 
department.  He  is  constantly  improving  methods  of  getting 
results.  He  is  watching  costs.  He  is  doing  away  with 
leaks.  He  is  an  expert  accountant  of  salesmen’s  expenses.  The 
following  are  two  of  the  ways  in  which  the  haphazard  sales  manager 
makes  money:  One  is  to  cut  down  the  expense  money  of  the  sales- 
men, and  the  cost  of  the  goods;  the  other  is  to  give  the  salesmen 
unlimited  expense  accounts  just  as  long  as  sales  and  profits  are 
large. 

It  has  been  demonstrated  by  Scientific  Sales  Managers  that 
neither  of  the  above  two  methods  is  altogether  right,  and  that 
neither  is  altogether  wrong.  The  Scientific  Sales  Manager  uses 
them  both.  He  cuts  expense  money  without  antagonizing  the 
'salesmen.  He  encourages  his  salesmen  to  keep  expense  accounts. 
He  shows  them  the  reasons  for  keeping  down  expenses.  He  grades 
his  salesmen’s  loyalty  by  their  expense  accounts  as  well  as  by  the 
* amount  of  sales  they  make.  He  is,  in  a word,  a cost  clerk  plus 
sales  stimulator. 

Of  course,  it  is  the  primary  purpose  of  a Scientific  Sales  manager 
to  stimulate  the  salesmen  under  him,  so  the  largest  volume  of 
profitable  sales  will  result.  But,  it  is  not  so  evident  that  profit 
comes  from  low  selling  cost  as  from  large  amount  of  sales.  The 
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Scientific  Sales  Manager,  nevertheless,  has  proved  time  and  again 
that  it  is  possible,  through  a careful  watch  over  expense  money, 
and  the  cost  of  making  and  handling  his  product,  to  lower  the 
price  of  his  goods  so  as  to  be  better  able  to  meet  competition,  or 
pay  higher  commissions  to  his  salesmen. 

All  salesmen’s  reports  should  be  filed  as  soon  as  checked.  Clerks 
handling  this  work  should  be  able  to  put  their  hands  on  any  item  of 
information  which  the  Sales  Manager  may  want  to  study  at  a future 
time.  Study  of  the  records  is  an  important  part  of  the  Sales  Man- 
ager’s preparation,  for  not  until  he  is  able  to  say  what  has  been 
done  in  the  past  will  he  be  able  to  say  with  certainty  what  he  will 
be  able  to  accomplish  with  his  product,  his  salesmen,  and  his  ideas 
in  building  future  business. 


Classifying  Ideas  As  Well  As  Orders 

Scientific  Sales  Management,  in  contradiction  to  Haphazard 
Sales  Management,  rests  upon  ideas  instead  of  orders.  Haphazard 
Sales  Management  rests  in  a large  degree  upon  guesswork  at  the 
home  office.  The  Scientific  Sales  Manager,  when  he  once  realizes 
the  importance  of  ideas  in  the  ascertaining  of  facts,  sets  out  to  keep 
a record  of  the  ideas  he  gets  from  salesmen,  the  direct  suggestions 
they  make,  and  classifies  these  ideas  and  suggestions  in  a card  index 
or  file  in  such  a manner  that  he  can  refer  to  them  from  time  to  time, 
whenever  he  has  under  consideration  a subject  that  will  bring  some 
of  them  into  use. 

If  ideas  and  plans  are  classified,  it  makes  the  Sales  Manager’s 
card-index  or  file  a repository  for  the  information  he  and  his  sales- 
men gather.  In  due  time,  this  results  in  a distinct  improvement  in 
both  the  work  of  the  Sales  Manager  and  his  sales  force.  It  brings 
about,  as  it  were,  an  improvement  in  methods  without  in  any  way 
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overturning  those  that  are  established  as  efficient  in  the  organiza- 
tion. Only  through  ideas  can  the  Sales  Talk  be  standardized. 
Only  through  ideas  can  new  plans  be  worked  out.  It  is  ideas  that 
make  for  better  knowledge  of  individual  customers. 

The  information  the  salesmen  either  definitely  gather,  or  absorb 
through  natural  alertness,  may  be  made  the  basis  for  selling  appeals 
to  the  composite-customer — either  through  a direct-by-mail  cam- 
paign or  through  general  advertising.  Thus  the  importance  of  ideas 
to  the  sales  organization  becomes  evident.  And,  at  the  same  time, 
it  gives  the  Sales  Manager  a hold  on  his  salesmen  that  is  made 
stronger  with  each  idea  he  gets  for  which  he  gives  due  credit,  or  for 
each  suggestion  he  adopts  that  a salesman  has  made  that  improves 
the  efficiency  of  his  selling  force. 


Graphic  Charts  of  Sales 

Many  successful  Sales  Managers  make  use  of  graphic  charts  on 
which  they  can  show  the  rise  in  sales  or  the  fall  in  sales.  These 
charts  are  worked  out  in  much  the  same  manner  as  a barometric 
chart.  They  are  used,  in  fact,  as  a graphic  record  of  the  sales 
barometer.  They  are  valuable,  in  that  through  them  it  is  possible 
to  stimulate  the  salesmen  to  greater  endeavors  when  sales  are  falling  ' 
* off,  or  to  inspire  them  to  do  still  better  when  the  sales  show  an 
increase  during  a certain  period. 

Then,  too,  the  sales  barometer  charts  make  it  possible  for  the 
Sales  Manager  to  have  before  him,  in  graphic  form,  the  amount  of 
business  that  is  secured  from  week  to  week,  month  to  month,  or 
year  to  year.  He  can  compare  what  he  has  done  this  year,  with  his 
last  year’s  records.  He  can  make  a new  quota  which  he  believes 
his  salesmen  can  reach  under  present  conditions.  He  can  check 
himself  on  the  plans  he  is  using  to  get  business.  He  can  learn,  in  a 
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general  as  well  as  a specific  way,  of  the  times  during  the  year  when 
he  has  a seasonal  lull. 

It  is  important  that  the  Sales  Manager  keep  himself  informed. 
The  graphic  sales  barometer  chart  puts  the  information  he  needs 
into  his  hands  on  a moment’s  notice,  and  he  can  improve  his 
methods,  or  change  his  strategy,  or  plan  new  features,  as  the  oc- 
casion seems  to  demand.  This  makes  it  possible  for  him  to  get  in 
close  touch  with  those  salesmen  who  are  falling  down,  and  directly 
put  it  up  to  such  men  that  the  success  of  the  selling  plan  demands 
serious  work  on  their  part.  He  can  thus  stimulate  each  of  his  men 
to  do  positive  selling,  regardless  as  to  whether  the  graphic  charts 
show  that  business  in  general  is  good  or  falling  off. 


Placing  Routine  Upon  Subordinates 

In  order  to  have  his  own  time  free  for  creative  work,  the  Sales 
Manager  should  place  responsibility  for  routine  work  on  sub- 
ordinates. He  should  select,  wherever  possible,  individuals  in 
his  organization  who  are  capable  of  assuming  control  of  work,  hold 
these  individuals  responsible  for  records,  expediting  the  sending  of 
goods  to  customers  or  samples  to  salesmen,  and  so  on.  This  is 
necessary  if  he  is  to  get  the  best  results.  No  one  man  can  do 
everything. 

The  Sales  Manager,  especially,  has  much  to  do.  He  is  not  a 
clerk.  He  is  a manager.  He  should  not  surround  himself  with 
petty  detail  and  spend  hours  each  week  doing  work  that  could  be 
taken  care  of  by  a $25.00  a week  clerk.  He  should,  as  far  as  pos- 
sible, see  that  others  do  the  detail  work  that  keeps  him  from  working 
out  his  bigger  problems  of  getting  business.  He  can  well  afford 
to  spend  his  time  in  planning,  and  working  out  his  plans;  for  the 
extra  sales  that  he  will  inspire  his  salesmen  to  make,  and  the  bigger 
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profits  of  his  concern  will  overcome  any  complaint  that  might  arise 
because  of  any  increased  expense  added  to  the  cost  of  conducting 
his  department. 

Perfect  control  of  routine  work  is  so  important  to  the  scientific 
Sales  Manager,  as  well  as  to  the  scientific  factory  manager,  that  it  is 
almost  needless  to  mention  it.  But,  many  Sales  Managers  do 
neglect  this  phase  of  their  work.  They  try  to  shoulder  too  much 
detail  themselves,  and  soon  become  chief  clerks  instead  of  sales 
experts.  A comprehensive  view  of  the  work  done  in  his  department, 
and  a consultation  with  the  thinkers,  will  bring  out  the  suggestions 
that  will  make  it  possible  to  improve  routine  work,  and  put  it  on  a 
basis  where  everything  works  with  the  precision  of  a clock. 

All  the  Sales  Manager  will  need  to  do,  when  the  above  is  ac- 
complished, is  to  start  off  the  right  men  on  their  work,  with  the 
assurance  that  it  will  be  finished  on  schedule  time,  and  in  the  proper 
manner;  and  that  it  will  not  need  to  be  done  over  again.  It  has 
been  said  that  the  average  executive  is  not  more  than  twenty-five 
percent  efficient,  mainly  because  of  the  improper  application  of 
his  time. 


Keeping  a Daily  Record  of  Sales 

Although  we  have  said  that  the  Sales  Manager  should  place 
responsibility  for  routine  work  on  subordinates,  the  nature  of  his 
position  demands  that  he  either  do  or  closely  oversee  the  necessary 
work  in  connection  with  the  keeping  of  the  daily  record  of  sales, 
and  he  must  have  this  handy  where  he  can  refer  to  it  as  it  is  needed. 
If  business  is  good,  he  may  not  check  it  closely  for  several  days  at  a 
time;  but  it  should  be  kept  up  by  a reliable  clerk  and  ready  for 
comparative  purposes  at  all  times.  With  smaller  firms  the  Sales 
Manager  generally  keeps  his  own  daily  record  of  sales.  It  is  es- 
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pecially  necessary  that  this  record  be  kept  up-to-date.  If  this  is  not 
done,  the  information  wanted  to  improve  conditions  will  have  to 
be  dug  up  in  a laborious  manner,  and  then  may  be  lacking  in  some 
important  essentials. 

With  a live  Sales  Manager  the  daily  report  of  sales  receives 
careful  attention  as  soon  as  it  is  completed;  and  he  will  then  and 
there  take  up  with  any  salesman  who  is  falling  down  the  suggestions 
he  has  for  improvement,  either  through  a personal  talk  or  a personal 
letter;  depending  entirely  on  where  the  salesman  is  located,  in  the 
immediate  field  or  in  a distant  territory. 

When  sales  slump,  the  daily  record  shows  the  bad  day.  The 
Sales  Manager  by  immediate  action  can  usually  determine  “why” 
the  slump  occurred,  and  take  action  to  prevent  its  happening  again. 
After  a number  of  minor  slumps,  he  should  gain  control  of  the  situa- 
tion to  such  an  extent  that  he  can  avoid  a big  and  continuing  slump 
that  will  kill  the  profits  of  his  house  for  a week,  a month,  a season 
or  a year.  One  of  the  best  ways  for  the  Sales  Manager  to  get 
information,  which,  when  made  use  of,  will  enable  him  to  avoid 
business  slumps,  is  from  his  salesmen.  There  is  a cause  for  every 
effect.  Analyze  the  conditions  and  eliminate  the  cause.  Look 
into  the  future;  plan  ahead;  keep  your  business  trenches  in  perfect 
condition  and  you  will  be  able  to  meet  and  overcome  the  enemy — 
Competition. 


General  Correspondence  With  Salesmen 

Salesmen  as  a class  are  busy  men.  When  they  write  for  sales 
information,  they  want  it  as  soon  as  possible.  The  information 
for  which  they  ask  should  mostly  pertain  to  selling  goods.  If  they 
do  not  get  it,  lost  sales  may  be  the  result.  Hence  it  is  that  the 
Scientific  Sales  Manager  makes  it  a cardinal  point  to  answer  any 
business  letter  that  a salesman  writes  “by  return  mail,”  or  as  early 
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as  is  consistent  with  getting  the  correct  information  for  the  sales- 
man. 

Besides  the  value  from  a sales-getting  standpoint,  the  salesman  is 
inspired  to  turn  in  his  orders  immediately,  to  keep  up  his  daily 
reports,  and  to  promptly  answer  house  letters  if  the  house  itself  is 
efficient  on  this  point.  He  is  a representative,  in  a true  sense,  of 
the  house  which  employs  him.  If  it  endeavors  to  give  him  the 
close  attention  that  will  make  him  proud  to  serve  it,  he  will  usually 
cooperate  with  it  as  far  as  his  temperament  permits,  and  in  those 
cases  where  the  house  has  trained  him  to  control  his  temperament 
for  the  good  of  the  business,  he  will  go  as  far  as  the  house  does. 

The  individual  salesman  must  be  made  to  feel  that  he  should  write 
in  and  ask  questions  of  the  Sales  Manager.  When  he  gets  out  in 
the  field  it  is  often  impossible  for  him  to  otherwise  get  the  informa- 
tion he  may  need  while  the  Sales  Manager  is  his  natural  ally.  If 
salesmen  as  a class  realize  this,  and  if  the  Sales  Manager  manifests 
that  he  really  wants  the  close  cooperation  of  his  sales  force,  excellent 
results  will  be  obtained  from  a continued  watch  over  the  correspond- 
ence a salesman  has  with  the  house,  and  the  correspondence  the 
house  has  with  the  salesman.  The  salesman  will  thus  get  every- 
thing he  needs  on  time,  and  he  will  get  more  business  because  he  has 
the  information,  literature,  etc.,  with  which  he  can  attack  new  and 
old  customers. 


Expediting  Salesmen’s  Orders 

When  an  order  comes  into  the  sales  office,  if  the  volume  of  busi- 
ness is  not  too  heavy,  the  Sales  Manager  can,  to  advantage,  see 
that  it  is  not  held  up  unduly  in  the  sales  office.  It  should  be  sent 
to  the  next  individual  who  is  to  handle  it,  for  instance,  the  credit 
man,  and  should  be  continued  on  its  way.  This  makes  for  increased 
business.  It  also  decreases  the  number  of  cancellations. 
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If  an  order  is  shipped,  the  customer  cannot  well  cancel  it,  not  if 
he  wants  to  keep  himself  in  good  standing  with  the  firm.  He  may 
put  a cancellation  through  if  the  order  has  not  left  the  house,  but, 
if  it  has  been  sent  out  without  delay,  and  the  merchandise  is  right, 
it  is  obligatory  on  him  to  receive  and  accept  it  when  it  is  delivered. 

Thus  it  will  be  seen  that  one  of  the  important  responsibilities  of 
the  sales  department  is  to  see  that  all  orders  from  salesmen  are 
shipped  promptly.  On  seasonal  goods,  or  on  goods  which  should 
reach  a customer  at  a definite  time  for  sale,  because  the  customer  has 
already  made  arrangements  to  re-sell  them,  or  to  make  use  of  them, 
this  becomes  very  important;  and,  if  not  attended  to,  will  result  in 
lost  business. 

Your  salesman,  when  he  tells  a customer  that  a bill  of  goods  will 
be  delivered  on  a certain  date,  or  within  certain  dates,  likes  to  have 
the  confidence  in  his  house  that  makes  him  forget  the  necessity  of 
thinking  about  the  promised  delivery  after  he  has  indicated  the 
customer's  desire  on  the  order  blank,  or  through  a personal  letter 
to  the  Sales  Manager.  When  he  has  this  confidence,  he  can  go 
about  his  important  business  of  selling  goods  and  making  a profit 
for  the  house  with  a realization  that  all  business  he  does  will  be 
taken  care  of  even  more  efficiently  than  if  he  were  on  the  job  to 
watch  his  orders,  and  see  that  they  were  put  up  and  shipped  as 
stipulated. 


The  Route  List  and  Salesman’s  Mail 

It  has  been  found  advisable  to  prepare  definite  route  lists  and 
these  lists  are  adhered  to  as  closely  as  possible  by  the  salesmen  on 
the  road.  If  the  salesman,  according  to  his  schedule,  is  going  to  be 
in  a town  in  his  territory  at  a certain  time,  his  mail  is  forwarded  so 
it  will  surely  reach  him,  without  further  forwarding.  True,  it  often 
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becomes  necessary  for  the  salesman  to  change  his  mail  schedule 
as  unforeseen  conditions  arise  that  make  changes  necessary  from 
time  to  time ; but  when  this  is  necessary,  he  sends  in  a new  schedule, 
which  is  often  a printed  form  which  the  salesman  can  fill  in  with 
towns,  dates,  and  hotels  where  he  is  stopping.  As  soon  as  the  new 
route  list  or  mail  schedule  reaches  the  Sales  Manager,  it  takes  the 
place  of  the  old,  and  mail  and  samples  are  then  sent  to  conform  to 
the  new  schedule. 

If  there  is  something  important  the  salesman  should  know  con- 
cerning changes  in  prices,  additions  to  the  line,  discontinued  lines, 
etc.,  the  Sales  Manager  can  send  the  salesman  a telegram  or  letter 
and  be  sure  that  it  will  reach  him  promptly.  This  makes  it  pos- 
sible for  the  house  and  the  salesman  to  work  hand  in  hand;  and  it  is 
the  consensus  of  opinion  among  Sales  Managers  that  team  work  of 
such  a nature  proves  its  value  in  the  quantity  and  quality  of  the 
sales  made  by  the  men  in  the  field. 

The  Sales  Manager  who  keeps  his  salesmen  supplied  with  new 
literature  as  it  comes  out,  who  sees  that  samples  are  sent  as  soon  as 
requested,  and  who  looks  out  for  the  salesman  in  the  field  with  the 
same  interest  he  insists  he  has  in  that  salesman  when  he  is  talking 
personally  with  him  in  the  sales  office,  is,  other  things  equal, 
likely  to  get  more  than  his  share  of  the  business  in  his  particular 
line.  .His  success  results  from  the  efforts  of  the  men  working  with 
him,  rather  than  under  him. 


Charting  the  Salesmen’s  Responsibilities 

Some  houses  require  that  the  salesman  collect  outstanding  bills 
that  have  not  been  adjusted  through  the  collection  Department. 
Others  do  not  make  this  a part  of  the  salesman’s  work.  Again, 
there  are  firms  that  expect  the  salesmen  to  gather  and  tabulate 
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much  information  in  the  field.  Still  other  firms  do  all  the  planning 
and  arranging  for  the  sales  force,  and  turn  the  individual  salesman 
into  a business  closer.  This  is  especially  true  of  firms  that  cooperate 
with  salesmen  through  advance  literature — letters,  postcards, 
advertising  matter,  etc. 


Undoubtedly  in  a majority  of  cases  the  individual  salesman 
creates  his  own  leads  or  prospects.  In  many  cases  the  firm  re- 
ceives leads  which  are  parceled  out  to  the  salesmen  to  be  followed 
up.  It  is  needful  that  the  salesman,  when  he  is  employed,  be  given 
a chart  or  printed  list  which  will  show  his  responsibilities.  If  this 
is  done,  he  will  know  just  what  is  expected  of  him,  while  if  it  is 
neglected,  he  may  contend  he  is  employed  only  for  the  purpose  of 
selling  goods  and  not  for  doing  those  things  that  will  aid  in  building 
up  the  business  and  make  possible  the  sale  of  greater  quantities  of 
merchandise. 


The  compensation  basis  on  which  a salesman  is  employed  de- 
termines to  a large  degree  the  things  that  he  can  be  required  to  do 
by  the  house.  If  the  house  pays  him  a salary,  he  is  selling  his  time, 
and  not  his  salesmanship  ability  alone.  On  the  other  hand,  if  the 
salesman  is  working  on  a commission  basis  his  time  cannot  well  be 
taken  for  anything  but  creative  selling,  unless  such  a condition  has 
been  specially  provided  for. 


Salesmen  employed  on  a straight  commission  basis  do  not  always 
show  the  same  interest  in  their  firms’  advancement  as  do  salary 
salesmen.  The  commission  salesman’s  interest  is  in  sales  and 
profits  for  himself  and  not  in  reports.  With  salary  basis  salesmen 
there  is  often  the  lack  of  a real  incentive — they  are  likely  to  be  long 
on  reports  and  short  on  sales. 
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Cooperation  of  Sales  Office  With  Sales  Force 

The  cooperation  of  the  sales  office  with  the  field  salesmen  is 
important  to  the  success  of  any  campaign.  This  is  especially 
true  in  an  involved  campaign,  or  where  there  is  a complex  sales 
organization.  The  Scientific  Sales  Manager  either  secures  the 
voluntary  cooperation  of  the  sales  office  force  with  the  sales  force, 
or  he  gradually  builds  into  his  organization  the  type  of  men  and 
women  who  will  naturally  cooperate.  When  the  average  sales  office 
force  realizes  that  sales  and  their  positions  may  depend  on  their  efforts, 
almost  as  much  as  on  the  selling  ability  of  the  salesmen  in  the  field, 
they  will  begin  to  give  full  attention  to  all  details  that  will  advance 
the  salesmen’s  interests  and  efficiency,  and  at  the  same  time  the 
firm’s  interests. 

There  is  but  little  opportunity  for  jealousy  to  exist  between  the 
salesmen  in  the  field  and  the  sales  office;  yet  it  sometimes  happens 
that  a customer  is  sold  by  some  individual  in  the  sales  office — a 
correspondent,  for  instance — when  the  sale  should  in  all  honesty  and 
fair  dealing  have  been  credited  to  the  salesman  in  the  territory  in 
which  the  customer  is  located;  as  the  salesman  had  repeatedly  called 
upon  this  customer  and  was  responsible  for  the  sale,  although  he 
did  not  actually  close  it  on  the  spot.  The  sales  correspondent 
wanted  to  get  credit  for  this  customer  to  satisfy  his  own  vanity  or 
further  his  interests  and  was  willing  to  see  the  salesman,  who 
should  have  had  the  commission  or  credit  for  the  order,  lose  it — 
although  he  himself  did  not  gain  financially  because  of  the  sale. 

In  other  words,  the  sales  correspondent  or  sales  office  man  was 
not  cooperating.  He  did  not  have  a personal  interest  in  the 
salesman.  He  might,  in  other  cases,  have  a personal  dislike  for 
the  salesman,  and  say  nothing  about  an  order  that  came  into  the 
house,  credit  for  which  really  belonged  to  the  salesman  in  the 
territory  from  which  the  order  came.  Such  a one-sided  spirit  never 
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fails  to  react  against  the  man  having  it,  but  it  hurts  the  sales  office 
more  than  it  can  ever  hurt  the  individual.  The  successful  Sales 
Manager,  realizing  there  is  a possibility  that  conditions  will  grow 
up  in  his  office  which  will  negatively  affect  his  selling  force,  gets  a 
spirit  of  cooperation  developed  in  his  office  force,  so  that  the 
individuals  composing  it  will  realize  their  importance  to  the  general 
scheme.  The  advancement  of  the  house  should  be  the  aim  of  the 
office  employes  as  well  as  of  the  men  in  the  field. 


Treatment  of  Customers  by  House  Employes 

As  has  been  mentioned  before,  it  is  important  that  the  sales  office 
employes  cooperate  with  the  salesmen  actually  in  the  field,  or  who 
are  temporarily  in  the  house.  It  is  just  as  important,  if  not  more 
so,  that  the  house  employes  treat  customers  who  call  personally 
with  the  same  deference  and  attention  that  is  given  that  customer 
by  the  salesman  himself. 

The  customer  is  going  to  form  his  ideas  of  the  house  from  the 
employes  he  meets.  If  his  opinion  is  not  as  high  as  that  given  him 
by  the  salesman  in  the  field,  the  house  will  have  a harder  time, 
through  the  salesman,  to  get  his  future  business.  If  everything  is 
done  to  give  him  the  attention  he  wants,  and  must  have  to  be  satis- 
fied, he  is  going  to  find  it  easier  to  buy  from  the  salesman  who  calls 
on  him  the  next  time.  He  will  have  a definite  conception  of  the 
attitude  of  the  house  once  he  has  been  in  direct  touch  with  it;  and 
it  is  the  business  of  the  employes  of  the  house  to  see  that  his  con- 
ception is  a favorable  one. 

When  the  customer  writes  a letter  to  the  house,  instead  of  making 
a personal  call,  he  will  get  a positive  or  a negative  conception,  just 
as  if  he  had  been  to  the  house  personally.  A policy  of  uniform 
courtesy  and  an  attitude  that  “the  customer  is  always  right,”  is 
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sure  to  meet  with  the  approval  of  the  average  customer;  and  it  is 
the  duty  of  the  Sales  Manager  to  see  that  a positive  attitude,  an 
obliging  and  attentive  consideration  of  the  customer,  be  made  a 
permanent  part  of  the  equipment  of  each  employe.  Many  sales 
are  lost  through  a lack  of  good-will  on  the  part  of  those  who  get  in 
1 close  touch  with  the  establishment  instead  of  dealing  altogether 
with  the  salesmen  in  the  territory. 

It  is  often  necessary  to  convince  the  employes  of  an  organization 
that  they  are  an  essential  part  of  the  selling  scheme;  so  important, 
in  fact,  that  without  a direct  regard  for  the  rules  of  business  eti- 
quette by  each  of  them,  the  house  cannot  create  the  good-will 
essential  to  its  well-being  and  permanent  success. 


Handling  Complaints  and  Making  Adjustments 

One  of  the  important  duties  of  the  sales  office  employes  is  to  give 
immediate  attention  to  handling  complaints.  When  a customer 
complains,  he  feels  he  has  cause  for  so  doing.  It  is  insult  added  to 
injury  if  a personal  letter  is  not  sent  to  him  at  once.  If  he  is  given 
attention  “by  return  mail”  he  feels  that  his  dignity  is  respected, 
and  he  will  find  it  quite  consistent  to  adjust  the  matter  in  a manner 
that  is  satisfactory  to  the  firm  as  well  as  to  himself. 

* Sales  Managers  often  utilize  the  salesman  who  sold  the  customer 
in  making  an  adjustment.  It  is  hardly  necessary  to  say  that  the 
firm  that  desires  to  create  and  keep  the  good  will  of  the  trade  will 

* find  it  profitable  to  make  adjustments,  at  times,  which  are  not  en- 
tirely fair  to  it.  In  most  cases,  however,  the  customer  will  be 
reasonable,  and  will  take  what  is  equitable  from  the  firm’s  stand- 
point. 

It  takes  Salesmanship  to  adjust  a complaint  and  retain  the 
customer.  Whenever  necessary,  it  is  well  for  the  Sales  Manager 


18  N.  S.  T.  A.  SYSTEM  OF  SALES  MANAGEMENT 


himself  to  get  in  touch  with  the  customer,  and  to  assure  him  that  as 
soon  as  the  facts  can  be  ascertained,  the  matter  will  be  made  right. 
In  some  cases,  it  is  wise  to  adjust  the  matter  immediately,  rather 
than  risk  an  argument  that  will  antagonize  the  customer.  If  the 
customer  has  proved  himself  an  honest  man,  it  is  better  to  give  him 
the  benefit  of  any  doubt,  and  do  as  he  wants  done. 

That  the  customer  is  always  right  is  a policy  that  works  out  well. 
Even  if  he  is  not  right  technically,  he  is  going  to  withdraw  his  busi- 
ness from  the  firm  that  does  not  “go  to  the  limit”  for  him;  he 
knows  the  firm  is  making  a profit  on  his  business.  If  complaints 
are  taken  up  promptly,  the  customer  will  sometimes  withdraw  his 
complaint,  or  he  will  be  satisfied  with  a fair  recompense  for  his  loss 
of  time,  money,  energy  or  profit,  etc.,  but  when  he  gets  the  impres- 
sion that  the  firm  is  not  treating  him  fairly  he  often  becomes  un- 
manageable, and  nothing  can  induce  him  to  continue  his  trade  with 
the  firm. 


Making  Central  Office  a Model  for  Branches 

It  has  been  found  effective  for  the  Sales  Manager  to  make  his 
office  a model  for  any  branch  offices  in  the  field.  In  the  first  place, 
this  makes  it  possible  for  him  to  show  what  he  has  done  to  the 
branch  managers;  and,  in  the  second  place,  it  makes  it  possible  for 
him  to  advance  pertinent  suggestions  from  the  experience  he  has 
gained  in  developing  the  efficiency  of  his  particular  office. 

It  is  not  hard  to  influence  branch  managers  if  the  office  of  the 
Sales  Manager  is  a model  of  promptness  and  a hive  of  business  in- 
dustry. When  each  clerk  is  trained  to  do  his  or  her  work  in  just  the 
right  way,  when  orders  are  handled  promptly,  when  all  correspond- 
ence is  given  immediate  attention,  and  the  customers  kept  in  a 
pleasant  frame  of  mind  while  complaints  are  being  investigated 
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and  arrangements  made  for  satisfying  them,  the  influence  of  these 
things  on  the  managers  of  the  branches  will  be  beneficial. 

The  Sales  Manager  can  only  hope  and  work  to  have  the  branch 
managers  come  up  to  the  efficiency  of  the  home  office.  If  the 
efficiency  of  the  home  office  is  below  what  it  should  be,  the  effect 

* will  begin  to  show  sooner  or  later  in  the  branch  offices,  and  negative 
results  will  be  in  line.  When  a branch  manager,  on  the  other  hand, 
finds  that  his  home  office  is  always  keenly  on  the  lookout  to  get 

* more  business,  handles  his  reports  and  letters  quickly,  checks  his 
work  closely  at  all  times,  he  will  be  impressed  with  the  importance 
of  handling  his  end  of  the  business  in  a systematic,  efficient  manner 
that  will  win  the  approval  of  the  Sales  Manager. 


Office  Systems  and  Equipment 

The  Sales  Manager  should  do  everything  in  his  power  to  make  his 
office  efficient.  He  cannot  hope  to  keep  the  cost  of  handling  orders 
low  if  he  does  not  take  care  of  the  system  in  use  in  his  office.  He  will 
need  proper  filing  cabinets,  card  indexes,  proper  desks  and  chairs 
(standardized,  if  possible)  so  that  the  sales  office  employes  will  be 
able  to  handle  all  work  promptly  and  efficiently. 

The  names  of  prospects  and  customers  should  be  kept  in  separate 
.files,  on  different  colored  cards.  Files  should  be  used  that  make  it 
easy  to  classify  the  different  phases  of  the  salesmen’s  work.  Cus- 
tomers may  fall  into  several  classes,  as  may  also  the  prospects  of 
* different  salesmen.  Each  salesman,  for  instance,  might  require  a 
special  file  in  which  the  names  of  the  prospects  and  customers  in 
his  territory  are  kept  distinct  from  those  of  the  other  salesmen. 

Without  proper  files,  it  will  be  impossible  for  the  Sales  Manager 
to  quickly  refer  prospects  to  salesmen.  This  is  an  important  phase 
of  the  Sales  Manager’s  work,  and  he  should  seek  for  the  proper 


20  N.  S.  T.  A.  SYSTEM  OF  SALES  MANAGEMENT 


office  equipment  to  help  him  run  his  office,  even  as  he  wants  his 
salesmen  to  have  sample  trunks  or  cases  that  will  hold  up,  samples 
that  will  keep  in  good  condition  in  spite  of  continual  use,  and  proper 
transportation  conditions  that  they  may  reach  the  customer  without 
undue  loss  of  time  and  in  an  energetic  condition  of  mind  and  body. 

By  all  means  make  use  of  modern  and  the  proper  equipment. 
If  you  select  such  equipment  from  dealers  who  specialize  in  it,  you 
can  get  much  information  regarding  different  systems  that  have 
proved  practical  in  other  business  concerns,  and  will  be  able  to' 
secure  the  most  up-to-date  cabinets,  desks  and  appliances  that  the 
ingenuity  of  these  specialists  has  been  able  to  devise.  It  is  cheaper 
in  the  long  run  to  buy  good  office  furniture  and  appliances,  for  the 
saving  in  the  time  of  the  Sales  Manager,  and  the  sales  office  em- 
ployes, as  well  as  the  promptness  with  which  salesmen  and  cus- 
tomers are  handled,  is  a question  of  no  small  moment  in  the  making 
of  an  efficient  business. 


/ 

Personal  Letters  to  Salesmen 

When  the  Sales  Manager  does  not  often  have  an  opportunity  to 
come  into  personal  contact  with  his  men,  he  can  substitute  a per- 
sonal letter  to  each  man  in  lieu  of  a personal  talk,  and  get  effective 
results.  There  is  nothing  quite  so  good  as  a real  human-interest 
letter  from  the  Sales  Manager.  Salesmen  do  not  have  an  easy  time 
in  the  field,  and  it  is  possible  for  the  Sales  Manager  to  help  the 
individual  salesman  over  the  hard  spots,  or  to  put  the  salesman 
in  a pleasant  frame  of  mind,  by  an  occasional  personal  letter. 

To  be  sure,  sometimes  such  letters  are  made  personal  to  a class 
of  salesmen,  rather  than  to  the  individual  salesman;  but,  even 
though  the  Sales  Manager  uses  a form  type  of  paragraph  in  several 
letters,  he  can  give  each  of  them  a personal  touch  that  will  make  the 


SALES  OFFICE  MANAGEMENT 


21 


salesman  feel  better  after  having  read  it.  Salesmen  either  like 
or  dislike  their  Sales  Manager.  Either  the  salesman  wants  to  make 
a success  of  his  work  to  help  the  Sales  Manager,  or  does  not  care 
if  the  sales  department  head  goes  on  the  rocks. 

One  way  of  getting  and  keeping  the  friendship  of  the  salesmen  in 
the  field  is  to  keep  in  touch  with  them,  until,  in  a sense,  they  come 
to  you  with  their  troubles,  and  ask  your  advice.  No  salesman  will 
come  to  his  Sales  Manager  when  in  difficulty  unless  that  Sales 
Manager  has  made  first  advances.  The  Sales  Manager  should  be  a 
whole-souled  individual — who  can  be  trusted  with  the  salesman’s 
confidence.  If  this  is  the  case,  the  salesman  will  be  willing  to  do 
his  part — to  cooperate  with  the  house  and  the  department  heads, 
for  the  advancement  of  his  superior  officer  as  well  as  for  his  own 
profit  and  satisfaction. 

Salesmen  are  boys — with  the  heads  of  business  men.  They  know 
what  is  right  and  what  is  wrong.  They  have  definite  ideas  of  what 
is  fair  and  what  is  not  fair.  A Sales  Manager  will  find  that  his 
salesmen  in  many  respects  are  as  broad-minded  as  is  he  himself. 
It  is  not  to  be  expected  that  the  individual  salesman  will  excel  his 
chief.  The  chief  must  be  strong,  be  courageous,  be  a thinker,  be 
positive,  be  enthusiastic,  be  analytical,  be  reasonable,  be  anything 
and  everything  he  expects  the  salesmen  under  him  to  be.  A per- 
sonal interest — which  may  often  become  a personal-letter  interest — 
in  each  salesman  will  solve  the  problem  of  handling  and  training 
his  men  for  many  a Sales  Manager  who  has  not  before  realized 
the  importance  of  keeping  in  close  touch  with  his  salesmen  in  the 
field. 


Circular-Letter  Instructions 

When  it  is  possible  for  the  Sales  Manager  to  have  long  general 
talks  or  personal  interviews  with  his  salesmen,  they  are  naturally 
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kept  informed  of  changes  in  house  policy,  in  the  merchandise,  in 
the  appeals  to  be  made  and  in  the  methods  of  working  the  terri- 
tories. It  often  happens,  however,  that  the  Sales  Manager  does 
not  get  in  personal  touch  with  a majority  of  his  salesmen  for  months 
at  a time.  The  question  then  arises  as  to  how  he  will  keep  them 
informed  of  what  is  going  on. 

The  house  may  have  no  printed  bulletin,  and  even  if  it  has,  the 
Sales  Manager  may  feel  that  he  does  not  want  his  particular  sug- 
gestions to  be  lost  in  the  mass  of  general  information  and  inspira- 
tional talks  printed  in  the  sales  bulletin.  He  wants  to  get  as  close 
to  each  salesman  as  he  can,  and  he  does  this  through  circular-letter 
instructions.  These  instructions  may  be  general,  in  which  case 
they  may  be  turned  out  in  imitation  typewriting  or  on  the  mimeo- 
graph. 

If  specific  instructions  are  to  be  given  each  man,  or  the  at- 
tention of  certain  salesmen  called  to  paragraphs  in  the  general 
instructions,  a personal  letter  can  give  the  additional  data  or  sug- 
gestions to  the  individual  salesmen;  or  the  circular-letter  instruc- 
tions, when  there  are  not  a great  number  of  salesmen  on  the  force, 
can  be  written  on  the  typewriter,  and  personal  paragraphs  inserted. 
Such  circular-letter  instructions,  however,  might  well  be  called 
personal-letter  instructions,  as,  for  all  practical  purposes,  they  take 
the  place  of  a personal  letter. 

Regardless  of  the  manner  in  which  he  does  it,  the  Sales  Manager 
should  keep  in  close  touch  with  the  salesmen  in  the  field.  Real 
human  interest  boosts  sales.  If  the  salesman  feels  that  the  Sales 
Manager  is  his  friend,  he  will  work  doubly  hard  for  the  success 
of  the  Sales  Manager.  He  will,  in  fact,  work  for  the  success  of  the 
Sales  Manager  even  when  he  does  not  feel  like  working  for  him- 
self. 

Men  are  quite  as  likely  to  work  for  the  success  of  another  man, 
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if  they  have  faith  in  that  individual,  as  they  are  to  work  for  their 
own  success.  This  is  especially  true  when  a salesman  is  discouraged. 
The  discouraged  or  disgruntled  salesman  needs  an  extra  incentive 
to  keep  him  going,  and  he  has  it  when  he  knows  that  the  Sales 
Manager  is  his  friend.  He  works  for  the  Sales  Manager  when  he 
is  temporarily  not  interested  in  success  for  himself. 


Sales  Bulletins  and  House  Organs 

Sales  bulletins  and  house  organs  are  practically  the  same  thing 
only  in  different  forms.  A house  organ  may  be  defined  as  a grown- 
up sales  bulletin.  Sales  bulletins,  if  handled  by  a capable  Sales 
Manager,  will  naturally  become  house  organs,  although  they  may 
not  include  as  much  material,  or  be  as  attractive  looking  as  a printed 
house  organ.  Sales  bulletins  are  printed  by  machines  that  do  imi- 
tation typewriting,  or  by  mimeographs. 

Small  houses  cannot  well  afford  to  adopt  the  house  organ  idea. 
It  is  quite  as  advantageous  for  them,  and  much  more  economical, 
if  they  use  the  mimeographed  or  multigraphed  bulletins. 

Some  of  the  printed  bulletins,  as  house  organs  may  be  called,  are 
published  by  large  organizations.  A house  should  have  a sufficient 
number  of  salesmen  to  make  such  printed  bulletins  possible,  or 
results  will  not  be  adequate  to  compensate  the  house  for  its  trouble 
and  expense.  The  larger  the  amount  of  money  that  can  consistently 
be  spent  for  getting  up  and  printing  such  a bulletin,  the  more  elab- 
orate it  can  be  made.  A cheap  bulletin  is  not  desirable  when  the 
standing  and  wealth  of  the  house  is  such  as  to  warrant  a good 
piece  of  work.  The  bulletin  should  be  made  to  fit  the  house, 
although  it  often  happens  that  a large  house  will  start  in  a small 
way,  promising  better  things  if  proper  interest  is  taken  in  the  mimeo- 
graphed sales  bulletin. 


24  N.  S.  T.  A.  SYSTEM  OF  SALES  MANAGEMENT 


These  bulletins,  either  large  or  small,  contain  about  the  same 
material.  Ginger  talks  are  sometimes  included.  Articles  explaining 
the  goods  are  given  an  important  place.  Objections  and  the  best 
ways  of  answering  them  are  given.  The  pace-makers  are  held  up 
for  emulation  by  the  slower  speed  salesmen.  The  average  sales- 
man is  encouraged  to  sell  more.  News  of  the  factory  is.  often 
given,  and  even  the  inside  employes  of  the  house  get  write-ups 
whenever  such  write-ups  will  be  of  interest.  A well-edited  bulletin 
is  often  a complete  correspondence  course  of  instructions  as  re- 
gards the  line  of  merchandise  sold  by  the  house. 

The  salesmen  will  read  such  bulletins  when  they  give  facts 
and  figures  and  are  given  credit  for  good  work.  Each  man  will 
be  looking  to  see  how  he  himself  stands  with  relation  to  the  other 
salesmen,  and  will  keep  trying  to  move  ahead  of  the  man  next  above 
him,  if  not  get  to  the  top  of  the  list.  This  makes  for  clean-cut 
competition  between  the  salesmen  of  the  firm,  and  helps  them  to 
earn  larger  commissions,  as  well  as  stimulates  sales  for  the  house. 


Planning  the  Day’s  Work 

Few  salesmen  can  do  full  justice  to  themselves  or  to  their  em- 
ployers if  they  do  not  plan  each  day’s  work.  Without  a plan, 
little  will  be  accomplished  compared  to  what  might  be  done,  and 
to  what  will  be  done  if  a definite  campaign  is  mapped  out  before 
the  salesman  leaves  the  house.  A schedule  of  the  day’s  work  is, 
in  a real  sense,  a standard  set  for  following  customers,  for  handling 
samples,  for  covering  the  territory,  etc. 

Anything  can  be  arranged  according  to  schedule,  once  the  ele- 
ments of  that  thing  are  considered  in  the  relation  of  importance, 
or  in  relation  to  time  sequence.  The  salesman  should  save  time, 
money,  space,  energy,  material  and  equipment.  If  there  is  no 
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definite  plan,  much  time  will  be  wasted.  If  time  is  wasted,  it  means 
an  amount  of  money  equivalent  to  what  time  is  wasted.  Without 
a schedule,  no  salesman  can  get  proper  value  out  of  a demonstra- 
tion of  his  goods. 

Then,  again,  a schedule  saves  in  equipment,  for  only  that  equip- 
ment is  used  that  is  potentially  necessary  to  the  sale.  Naturally, 
the  more  often  literature  and  samples  are  handled,  the  more  quickly 
they  wear  out.  When  the  Sales  Manager  does  his  part,  he  usually 
finds  it  easier  to  handle  his  men  in  such  a way  that  they  are  all 
profit-makers  for  the  house  that  employs  them. 

Covering  a territory  is  not  merely  a matter  of  keeping  to  schedule 
and  making  trains.  It  is  in  the  selling  of  all  possible  customers  on  a 
profitable  basis  for  both  the  house  and  the  customer.  Schedules 
should  be  broken  whenever  one  will  profit  more  by  doing  so.  Re- 
sults can  not  be  secured  by  the  salesman  who  ties  himself  down  to  a 
narrow-minded  view  of  what  a plan  or  schedule  is  for. 


Instructions  in  the  Use  of  Forms,  Reports,  etc. 

If  the  Sales  Manager  requires  that  his  salesmen  send  in  regular 
reports  of  expenses,  makes  use  of  specially  prepared  forms  when 
asking  for  and  giving  information,  for  samples,  for  cooperation, 
etc.,  he  will  find  it  an  advantage  to  have  this  thoroughly  under- 
stood at  the  outset.  The  amount  of  clerical  work  a Sales  Manager 
can  demand  of  his  salesmen  depends  to  some  extent  on  whether 
they  are  selling  on  salary  or  commission,  whether  they  are  mis- 
sionaries as  well  as  closers,  and  whether  they  are  able  to  do  the 
amount  of  clerical  work  he  requires  without  interfering  with  their 
sales  ability.  It  should,  however,  be  reduced  to  the  minimum 
consistent  with  good  sales-management. 

It  is  manifestly  impossible  for  the  average  salesman  to  make  as 
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many  sales  as  would  otherwise  be  the  case  if  he  has  an  extra  large 
number  of  reports  to  be  sent  in.  The  salesman  should  not  be 
required  to  spend  all  his  evenings  in  filling  out  information  blanks 
for  his  house.  He  won’t  do  it  long  as  sooner  or  later  he  will  be 
filling  them  out  in  business  hours  that  he  should  be  devoting  to 
the  trade.  Salesmen’s  reports  should  be  so  easy  to  fill  out,  and  so 
efficient  in  their  make-up,  that  the  salesman  finds  it  an  easy  matter 
to  fill  one  out  each  call,  or  day,  or  week,  as  the  case  may  be. 

Not  to  have  any  reports  is  worse  than  having  too  many,  or  too 
complicated  ones.  For,  if  the  Sales  Manager  lets  some  salesmen 
have  their  own  way,  and  no  reports  are  turned  in,  he  is  likely  to 
find  the  volume  of  business  decreasing  or  that  a territory  on  which 
the  house  has  spent  considerable  money  will  cease  to  belong  to  it 
if  the  salesman  makes  a change  and  goes  with  a strong  competitor 
in  the  same  territory.  % 

During  the  period  in  which  new  salesmen  are  trained,  whether 
they  be  trained  in  class  or  individually,  the  Sales  Manager  should 
show  the  men  soon  to  go  out  in  the  field  how  to  make  out  the  nec- 
essary reports  and  use  the  standard  forms.  From  the  start  the 
salesman  should  be  convinced  of  the  value  of  the  reports,  and  should 
be  shown  that  the  house  is  not  asking  more  of  him  than  is  just  and 
proper.  In  many  cases  it  will  be  found  advantageous  to  have  an 
experienced  salesman  show  the  new  salesman  how  to  fill  out  the 
report  forms  and  show  him  why  they  are  required. 

At  all  events,  the  Sales  Manager  should  see  that  the  salesman 
knows  he  is  to  turn  in  expense  reports,  duplicate  orders,  reports 
on  customers,  and  such  data  as  is  necessary  for  properly  managing 
the  field.  If  this  is  done  before  the  salesman  is  making  good  in 
his  territory,  much  trouble  will  be  avoided  with  some  salesmen  who 
have  the  old  fashioned  idea  that  they  are  hired  only  to  sell  and  not 
send  in  reports. 
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The  Sales  Manager’s  Duty  to  His  Salesmen 

\ 

Many  houses  hand  a salesman  a sample  case  and  virtually  say 
to  him,  “There  is  the  territory,  here  are  the  goods,  get  out  and  get 
business. ” Such  is  not  the  case  when  the  Sales  Manager  is  con- 
versant with  the  Principles  of  Scientific  Management,  and  applies 
these  principles  even  to  a degree  in  handling  his  sales  force.  The 
Sales  Manager  who  understands  the  advantages  of  Scientific 
9 Sales  Management  always  gives  his  salesmen  all  the  preparation 
he  can. 

He  realizes  that  a half-prepared  salesman  will  do  less  than  half 
the  business  that  should  be  done.  He  therefore  makes  it  his  busi- 
ness to  train  each  man  in  the  fundamentals  of  Salesmanship,  as 
they  relate  to  the  special  product  handled,  before  he  trusts  that 
man  to  represent  the  house.  In  fact,  no  salesman  is  ever  permitted 
to  get  beyond  the  reach  of  the  house’s  help  and  the  encourage- 
ment of  the  Sales  Manager  until  it  is  evident  that  he  will  make 
good. 

Nor  does  this  help  end  when  the  salesman  is  making  good. 
He  is  coached  as  though  he  were  a ball  player.  He  is  in  the  business 
of  selling,  and  many  of  the  principles  of  coaching  apply  quite  as 
much  to  selling  goods  as  to  baseball.  The  Sales  Manager  becomes 
the  perpetual  coach  for  his  salesmen*.  He  warns  them  against 
ifalse  moves.  He  encourages  them  when  they  are  to  make  a spurt 
for  the  next  base.  He  tells  them  when  a home  run  is  possible. 

* It  is  seldom  possible,  when  the  salesmen  are  out  in  their  terri- 
tory for  the  Sales  Manager  to  come  in  direct  personal  touch  with 
them;  so  the  Sales  Manager’s  coach  of  the  selling  force  keeps  them 
supplied  with  material,  supports  his  men  with  information,  and 
tells  them  of  the  methods  other  men  are  using  to  increase  sales. 

The  Sales  Manager,  under  Scientific  Sales  Management,  becomes 
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a distributing  center  for  the  good  ideas  all  salesmen  use.  He  be- 
comes a planner,  and  the  salesman  a closer.  The  Sales  Manager 
does  the  missionary  work,  often  with  the  cooperation  of  the  ad- 
vertising department,  through  the  mail,  and  the  sales  force  becomes 
a selling  machine;  at  the  same  time  keeping  the  individual  efficiency 
of  each  worker  as  high  as  possible. 
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SELF -QUIZ  OR  SELF-ANALYSIS  PERSONAL 
EFFICIENCY  TESTS 


I .—DO  I CONSTANTLY  IMPROVE  METHODS  OF  GETTING  RESULTS,  WATCH 

COSTS,  DO  AWAY  WITH  LEAKS,  AUDIT  SALESMEN'S  EXPENSES,  ETC .? 

2 . —DO  I CUT  EXPENSE  MONEY  WITHOUT  ANTAGONIZING  THE  SALESMEN  I 

* DIRECT,  BY  ENCOURAGING  THEM  TO  KEEP  EXPENSE  ACCOUNTS  AT  A 
MINI  MU  Mt 

3 . —DO  I FILE  ALL  SALESMEN'S  REPORTS  AS  SOON  AS  CHECKED ? 

* 4 .—DO  I KEEP  A RECORD  OF  THE  IDEAS  I GET  FROM  THE  SALESMEN  I DIRECT , 

OF  THE  DIRECT  SUGGESTIONS  THEY  MAKE,  AND  CLASSIFY  THESE  IDEAS 
AND  SUGGESTIONS  IN  A CARD  INDEX  OR  FILE  IN  SUCH  MANNER  THAT 
I CAN  REFER  TO  THEM  WHENEVER  I HAVE  UNDER  CONSIDERATION  A 
PLAN  THAT  WILL  BRING  SOME  OF  THEM  INTO  USEf 

5 . —DO  I USE  THE  INFORMATION  THE  SALESMEN  EITHER  DEFINITELY 

GATHER,  OR  ABSORB  THROUGH  NATURAL  ALERTNESS,  AS  A BASIS  FOR 
SELLING  APPEALS  TO  THE  COMPOSITE-CUSTOMER— EITHER  THROUGH 
A DIRECT-BY-MAIL  CAMPAIGN  OR  THROUGH  GENERAL  ADVERTISING? 

6. — DO  I ASCERTAIN  WHETHER  OR  NOT  GRAPHIC  CHARTS  WILL  BE  OF  VALUE 

IN  STIMULATING  THE  SALESMEN  I DIRECT  TO  GREATER  ENDEAVORS 
WHEN  SALES  ARE  FALLING  OFF,  OR  TO  INSPIRE  THEM  TO  DO  BETTER 
WHEN  SALES  SHOW  AN  INCREASE  SHOULD  BE  MADE? 

7. — DO  I GET  IN  CLOSE  TOUCH  WITH  THE  SALESMEN  I DIRECT  WHO  ARE  FALL- 

ING BELOW  PAR  AND  DIRECTLY  PUT  IT  UP  TO  SUCH  MEN  THAT  THE  SUC- 
CESS OF  THE  FIRM'S  SELLING  PLAN  DEMANDS  MORE  SERIOUS  WORK  ON 
THEIR  PART? 

8. — DO  I PLACE  RESPONSIBILITY  FOR  ROUTINE  WORK  ON  SUBORDINATES, 

SELECTING  AS  FAR  AS  POSSIBLE  INDIVIDUALS  WHO  ARE  CAPABLE  OF 
ASSUMING  CONTROL  OF  WORK,  AND  HOLD  THESE  INDIVIDUALS  RE- 
SPONSIBLE FOR  RECORDS,  EXPEDITING  THE  SENDING  OF  GOODS  TO  CUS- 
TOMERS OR  SAMPLES  TO  SALESMEN,  TO  THE  END  THAT  MY  OWN  TIME 
WILL  BE  FREE  FOR  CREATIVE  WORK? 

9 . —DO  I APPRECIATE  THAT  I CAN  WELL  AFFORD  TO  SPEND  MY  TIME  IN 

PLANNING  AND  IN  WORKING  OUT  MY  PLANS;  BECAUSE  THE  EXTRA  SALES 
2 THAT  WILL  BE  SECURED  BY  SUCH  WORK  ON  MY  PART,  AND  THE  BIGGER 
PROFITS  OF  MY  CONCERN,  WILL  OVERCOME  ANY  COMPLAINT  THAT  MIGHT 
ARISE  BECAUSE  OF  INCREASED  EXPENSE  ADDED  TO  THE  COST  OF  CON- 
DUCTING THE  SALES  DEPARTMENT? 

m 10 .—DO  I TAKE  A COMPREHENSIVE  VIEW  OF  THE  WORK  DONE  IN  THE  SALES 
w DEPARTMENT,  CONSULT  WITH  THE  "THINKERS,"  TO  BRING  OUT  SUGGES- 
TIONS THAT  WILL  MAKE  IT  POSSIBLE  TO  IMPROVE  ROUTINE  WORK,  AND 
PUT  IT  ON  A BASIS  WHERE  EVERYTHING  WORKS  WITH  CLOCK-LIKE 
PRECISION? 

II  .—DO  I CLOSELY  OVERSEE  THE  NECESSARY  WORK  IN  CONNECTION  WITH 

THE  KEEPING  OF  THE  DAILY  RECORD  OF  SALES,  AND  MAKE  SURE  THAT 
THIS  RECORD  IS  ALWAYS  UP-TO-DATE? 

12 .—DO  I ANALYZE  MY  SALESMEN,  CONDITIONS,  AND  TERRITORY,  TO  ELIM- 
INATE THE  CAUSES  OF  DAILY,  WEEKLY,  MONTHLY,  OR  YEARLY  “ SLUMPS' 
IN  ORDERS? 


30  N.  S.  T.  A.  SYSTEM  OF  SALES  MANAGEMENT 


13.  — DO  I MAKE  IT  A CARDINAL  POINT  TO  ANSWER  ANY  BUSINESS  LETTER 

THAT  A SALESMAN  WRITES  ME  “ BY  RETURN  MAIL ,"  OR  AS  EARLY  AS  IS 
CONSISTENT  WITH  GETTING  THE  CORRECT  INFORMATION  FOR  THE 
SALESMAN? 

14. — DO  I IMPRESS  UPON  EACH  SALESMAN  I DIRECT  THE  VALUE  OF  TURNING 

IN  HIS  ORDERS  IMMEDIATELY , OF  KEEPING  UP  HIS  DAILY  REPORTS,  OF 
PROMPTLY  ANSWERING  HOUSE  LETTERS,  ETC.? 

15. — DO  I ENCOURAGE  EACH  SALESMAN  TO  WRITE  IN  AND  ASK  QUESTIONS 

THAT  MAY  BE  TROUBLING  HIM,  URGE  HIM  TO  SUBMIT  OBJECTIONS  HE 
CANNOT  ANSWER  FOR  THE  CONSIDERATION  OF  THE  ENTIRE  SALES  FORCE, 
AND  THEN  SPREAD  THE  RESULTS  OF  THE  INVESTIGATION  MADE  AMONG 
THE  ENTIRE  SALESFORCE? 

10.— DO  I REALIZE  THAT  THE  EFFICIENT  HANDLING  OF  ORDERS,  AFTER  THEY 
ARE  RECEIVED  BY  THE  HOUSE,  TENDS  TO  DECREASE  CANCELLATIONS, 
AND  THAT  THE  CUSTOMER  CANNOT  KEEP  HIS  STANDING  WITH  THE 
HOUSE  IF  HE  CANCELS  ORDERS  AFTER  THEY  ARE  SHIPPED ? 

17 .—DO  I PREVAIL  UPON  EACH  SALESMAN  TO  PREPARE  A DEFINITE  ROUTE 
LIST,  TO  KEEP  ME  INFORMED  WHENEVER  HE  MAKES  CHANGES  IN  HIS 
REGULAR  ROUTE,  SO  THAT  MAIL,  SAMPLES,  AND  LITERATURE  MAY 
SURELY  AND  QUICKLY  REACH  HIM? 

18—  DO  I MAKE  A CHART  OF  EACH  SALESMAN'S  RESPONSIBILITIES,  TO  THE 
END  THAT  HE  WILL  KNOW  JUST  HOW  MUCH  AUTHORITY  HE  HAS,  JUST 
WHAT  TO  DO  AND  WHAT  NOT  TO  DO,  SO  THAT  HE  CAN  SPEND  THE  RE- 
QUIRED TIME  IN  GETTING  BUSINESS,  GIVING  SERVICE,  AND  BUILDING 
UP  GOOD-WILL? 

19 . —DO  I APPRECIATE  THE  FACT  THAT  A SALESMAN  CAN  HARDLY  BE 

REQUIRED  TO  GIVE  IMPLICIT  OBEDIENCE  IN  HIS  WORK  ON  STRAIGHT 
COMMISSION , THAT  ON  A SALARY  HE  IS  INCLINED  TO  GIVE  IMPLICIT 
OBEDIENCE  AND  NEGLECT  GETTING  ALL  THE  BUSINESS  TO  BE  HAD,  AND 
THAT  A COMBINATION  OF  DRAWING  ACCOUNT  OR  SALARY  AND  COMMIS- 
SION IS  USUALLY  THE  MOST  DESIRABLE? 

20. — DO  I EITHER  SECURE  THE  VOLUNTARY  COOPERATION  OF  THE  SALES  OF- 

FICE FORCE  WITH  THE  SALES  FORCE,  OR  GRADUALLY  BUILD  INTO  THE 
DEPARTMENT  I DIRECT  THE  TYPE  OF  MEN  AND  WOMEN  WHO  WILL  NAT- 
URALLY COOPERATE? 

21  —DO  I TAKE  PARTICULAR  PAINS  TO  AVOID  FRICTION  BETWEEN  THE  COR 

RESPONDENTS  AND  THE  SALESMEN,  TAKING  SPECIAL  PAINS  TO  SEE 
THAT  EACH  SALESMAN  I DIRECT  RECEIVES  CREDIT  FOR  BUSINESS  WHERE 
HE  IS  ENTITLED  TO  CREDIT? 

22  — DO  I DEVELOP  A SPIRIT  OF  COOPERATION  BETWEEN  THE  OFFICE  FORCE 

AND  THE  SALESMEN,  SO  THAT  THE  INDIVIDUALS  COMPOSING  THESE 
TWO  PHASES  OF  MY  DEPARTMENT  WILL  REALIZE  THEIR  MUTUAL  DE- 
PENDENCE AND  THEIR  IMPORTANCE  TO  THE  GENERAL  SELLING  SCHEME? 

23 .—DO  I TRAIN  THE  EMPLOYES  OF  THE  SALES  DEPARTMENT  SO  THAT  THEY 
WILL  TREAT  ALL  CUSTOMERS  WHO  CALL  PERSONALLY  WITH  THE  SAME 
DEFINITE  ATTENTION  AND  COURTESY  GIVEN  THESE  CUSTOMERS  BY 
THE  SALESMEN? 

21. —DO  I APPRECIATE  THE  FACT  THAT  MISTREATMENT  OR  DISCOURTESY 

TO  A CUSTOMER  BY  OFFICE  EMPLOYES  WILL  RE-ACT  AGAINST  THE 
SALESMAN  WHO  CALLS  ON  HIM  AND  MAKE  IT  VERY  DIFFICULT  FOR 
THE  HOUSE  TO  GET  ANY  OF  THAT  CUSTOMER'S  FUTURE  BUSINESS ? 

25.— DO  I APPRECIATE  THAT  A POLICY  OF  UNIFORM  COURTESY  AND  THE  AT- 
TITUDE THAT  “ THE  CUSTOMER  IS  ALWAYS  RIGHT,"  WILL  MEET  WITH 
THE  APPROVAL  OF  THE  AVERAGE  CUSTOMER;  AND  THAT  IT  IS  MY  DUTY 
TO  SEE  THAT  A POSITIVE  ATTITUDE,  AND  PLEASING  AND  ATTENTIVE 
CONSIDERATION  FOR  EACH  CUSTOMER,  BE  MADE  A PERMANENT  PART 
OF  THE  EQUIPMENT  OF  EACH  EMPLOYE? 
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26. — DO  I CONVINCE  THE  EMPLOYES  OF  THE  SALES  DEPARTMENT  THAT  THEY 

ARE  AN  ESSENTIAL  PART  OF  THE  SELLING  SCHEME;  SO  IMPORTANT  THAT 
WITHOUT  A DIRECT  REGARD  FOR  THE  RULES  OF  BUSINESS  ETIQUETTE 
BY  EACH  AND  ALL  OF  THEM , THE  HOUSE  CANNOT  CREATE  THE  GOOD-WILL 
THAT  IS  ESSENTIAL  TO  ITS  WELL-BEING  AND  PERMANENCY ? 

27. — DO  I REPLY  “ BY  RETURN  MAIL"  TO  EACH  COMPLAINT  LETTER  THAT 

SHOULD  HAVE  THE  ATTENTION  OF  MY  DEPARTMENT,  SO  THAT  THE  CUS- 
TOMER WILL  BE  WILLING  TO  TAKE  A CONCILIATORY  ATTITUDE  AND  GIVE 
US  REASONABLE  TIME  TO  ADJUST  THE  COMPLAINT? 

& 28.— DO  I APPRECIATE  THAT  IF  COMPLAINTS  ARE  HANDLED  PROMPTLY,  THAT 
A CUSTOMER  WILL  SOMETIMES  WITHDRAW  HIS  COMPLAINT,  OR  THAT 
HE  WILL  BE  SATISFIED  WITH  A FAIR  RECOMPENSE  FOR  HIS  LOSS  OF 
TIME,  MONEY,  ENERGY,  OR  PROFIT,  ETC.? 

* 29.— DO  I MAKE  THE  SALES  DEPARTMENT  OFFICE  A MODEL  FOR  THE  BRANCH 
OFFICES,  TO  THE  END  THAT  I CAN  SHOW  THE  BRANCH  MANAGERS  WHAT 
HAS  BEEN  DONE  IN  THE  MAIN  SALES  OFFICE,  AND  ADVANCE  PERTINENT 
SUGGESTIONS  FROM  MY  OWN  EXPERIENCE  THAT  WILL  BE  ACCEPTED 
BY  THEM? 

30 .—DO  I TRAIN  EACH  CLERK  TO  DO  HIS  OR  HER  WORK  IN  JUST  THE  RIGHT 
WAY,  SEE  THAT  ALL  ORDERS  ARE  HANDLED  PROMPTLY,  THAT  ALL  COR- 
RESPONDENCE IS  GIVEN  IMMEDIATE  ATTENTION,  AND  THAT  CUSTOMERS 
ARE  KEPT  IN  A PLEASANT  FRAME  OF  MIND  WHILE  THEIR  COMPLAINTS 
ARE  BEING  INVESTIGATED  AND  ARRANGEMENTS  MADE  FOR  SATISFYING 
THEM? 

31  .—DO  I APPRECIATE  THE  FACT  THAT  THE  BRANCH  MANAGERS  WILL  BE 
IMPRESSED  WITH  THE  IMPORTANCE  OF  HANDLING  THEIR  END  OF  THE 
BUSINESS  IN  A SYSTEMATIC,  EFFICIENT  MANNER  THAT  WILL  WIN  MY 
APPROVAL,  WHEN  THEY  FIND  THE  HOME  OFFICE  KEENLY  ON  THE  LOOK- 
OUT TO  GET  MORE  BUSINESS,  WHEN  REPORTS  AND  ORDERS  ARE  HANDLED 
QUICKLY,  WHEN  THE  BRANCH  OFFICES  ARE  CLOSELY  CHECKED  AT  ALL 
TIMES,  ETC.? 

32.  — DO  I ASCERTAIN  WHAT  I NEED  IN  THE  WAY  OF  PROPER  FILING  CAB- 

INETS, CARD  INDEXES,  DESKS  AND  CHAIRS , SO  THAT  THE  SALES  OFFICE 
EMPLOYES  WILL  FIND  IT  POSSIBLE  TO  HANDLE  ALL  WORK  PROMPTLY 
AND  EFFICIENTLY? 

33. — WHEN  I DO  NOT  COME  IN  CLOSE  PERSONAL  CONTACT  WITH  THE  SALES- 

MEN I DIRECT,  DO  I SUBSTITUTE  A PERSONAL  LETTER  TO  EACH  MAN  IN 
LIEU  OF  A PERSONAL  TALK? 

X 34 .—DO  I MAKE  MYSELF  A FRIEND  TO  THE  SALESMEN  I DIRECT,  TO  THE  END 
THAT  THEY  WILL  COME  TO  ME  WITH  THEIR  TROUBLES  AND  ASK  ME  FOR 
ADVICE? 

35. — AM  I STRONG,  COURAGEOUS,  A THINKER,  POSITIVE,  ENTHUSIASTIC,  AN- 

» ALYTICAL—IN  FACT,  DO  I POSSESS  ALL  THE  QUALITIES  I URGE  THE 

% SALESMEN  I DIRECT  TO  DEVELOP? 

36 . —DO  I KEEP  THE  SALESMEN  I DIRECT  INFORMED  OF  CHANGES  IN  HOUSE 

POLICY,  IN  THE  MERCHANDISE , IN  APPEALS  TO  BE  MADE  AND  IN  METH- 
ODS OF  WORK  IN  THEIR  TERRITORIES,  THROUGH  CIRCULAR  LETTER  IN- 
STRUCTIONS? 

37. — DO  I USE  A PERSONAL  LETTER  TO  GIVE  SPECIFIC  INSTRUCTIONS  TO 

EACH  SALESMAN  I DIRECT,  OR  FOR  THE  PURPOSE  OF  CALLING  ATTENTION 
TO  PARTICULAR  PARAGRAPHS  IN  THE  GENERAL  INSTRUCTIONS  I SEND 
OUT? 
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38 . —DO  I REALIZE  THAT , THROUGH  MAKING  THE  SALESMEN  I DIRECT 

FRIENDS,  THAT  THEY  WILL  WORK  FOR  THE  SUCCESS  OF  THE  SALES 
PARTMENT  EVEN  WHEN  THEY  DO  NOT  FEEL  LIKE  WORKING  FOR  TH 
SELVES f 

39 . —IN  ISSUING  A SALES  BULLETIN  OR  A HOUSE  ORGAN , DO  I TAKE  INTO  C 

SIDERATION  THE  STANDING  AND  WEALTH  OF  THE  HOUSE,  AND  TU 
OUT  A BULLETIN  THAT  WILL  INCREASE  THE  PRESTIGE  AND  RESP 
FOR  THE  HOUSE  OF  BOTH  SALESMEN  AND  CUSTOMERS f 

40  —DO  I INCLUDE  STRONG  HUMAN-INTEREST  ARTICLES  AND  INSPIRATION 
MATERIAL  THAT  WILL  MAKE  THE  SALESMEN  I DIRECT  ENTHUSIASM 
AND  KEEP  THEM  INTERESTED  IN  ANY  SALES  BULLETIN  OR  HOUSE  ORG. 
THAT  MAY  BE  ISSUED  BY  MY  FIRM f 

41.  — DO  I HELP  EACH  SALESMAN  I DIRECT  TO  PLAN  HIS  DAWS  WORK,  TO  T 

END  THAT  HE  MAY  HAVE  A STANDARD  FOR  FOLLOWING  CUSTOMERS,  . 
HANDLING  SAMPLES,  FOR  COVERING  HIS  TERRITORY,  ETCJ 

42.  —DO  I AVOID  DEMANDING  SO  CLOSE  ADHERENCE  TO  A SCHEDULE  AS 

INTERFERE  WITH  THE  PROCURING  OF  THE  LARGEST  AMOUNT  OF  B 
INESSt 

43. — DO  I INSTRUCT  THE  SALESMEN  I DIRECT  TO  SEND  A REGULAR  REPO 

OF  EXPENSES,  MAKE  USE  OF  SPECIALLY  PREPARED  FORMS,  WHEN  A 
ING  FOR  OR  GIVING  INFORMATION,  FOR  SAMPLES,  FOR  COOPER  ATI 
ETCJ 

44 . —DO  I HAVE  SALESMEN'S  REPORTS  THAT  ARE  SO  EASY  TO  FILL  OUT  A 

SO  EFFICIENT  IN  THEIR  MAKE-UP,  THAT  THE  SALESMEN  I DIRECT  FI 
IT  A SIMPLE  MATTER  TO  FILL  OUT  ONE  EACH  CALL,  EACH  DAY,  OR  EA 
WEEK,  ETC.,  AS  THE  NEEDS  OF  THE  BUSINESS  DEMAND t 

45. — DO  I THOROUGHLY  EXPLAIN  TO  A NEW  SALESMAN  HOW  TO  MAKE  O 

NECESSARY  REPORTS,  AND  HOW  TO  USE  THE  STANDARD  FORMS,  SO  TH. 
FROM  THE  START  HE  WILL  BE  CONVINCED  OF  THE  VALUE  OF  REPOR 
AND  REALIZE  THAT  THE  HOUSE  IS  NOT  ASKING  MORE  OF  HIM  THAN 
JUST  AND  PROPER f 

46.  — DO  I CLOSELY  CHECK  THE  SALESMEN  I DIRECT,  TO  SEE  THAT  THEY  R1 

ULARLY  TURN  IN  EXPENSE  REPORTS,  DUPLICATE  ORDERS,  REPORTS 
CUSTOMERS,  AND  SUCH  DATA  AS  IS  NECESSARY  FOR  PROPERLY  MAN. 
ING  THE  FIELD t 

47. — DO  I APPRECIATE  THAT  A HALF  PREPARED  SALESMAN  WILL  DO  HA 

OF  THE  BUSINESS  THAT  SHOULD  BE  DONE,  MAKE  IT  MY  BUSINESS 
MAKE  EACH  NEW  MAN  FAMILIAR  WITH  THE  PRINCIPLES  OF  SALESM. 
SHIP,  AS  THEY  RELATE  TO  THE  FIRM'S  PRODUCTS,  BEFORE  I TRUST  TH 
SALESMAN  IN  HIS  TERRITORY? 

48  —DO  I MAKE  MYSELF  A "COACH"  TO  THE  SALESMEN  I DIRECT,  WARN  TH 
AGAINST  FALSE  MOVES,  ENCOURAGE  THEM  WHEN  THEY  ARE  TO  MA 
A SPURT  FOR  MORE  BUSINESS,  AND  GIVE  THEM  SPECIFIC  ADVICE  TH 
WILL  HELP  THEM  TO  LAND  PARTICULAR  CUSTOMERS  WHO  ARE  "HA 
TO  CLOSE "t 


